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1. The purpose of this memorandum is to report to you the status
of the Career Service Program, and to obtain your approval of certain
steps which should bo taken to reorganize the present system of career
managenent..

, 2. The following major developments have been accomplished in the
Career Service Program since 1 July 1953:

&. A legislative task force was established to examine
those aspects of esployee benefits which could not be accomplished
sdministratively. This groun bas finished its work. The CIA
Career Service Board hes studied its report in detail and forwarded
1% to you with its approval. It recognized that the eppropriate time
should be chosen for submission of this legislaticn to Congress.
It ie my opinion that it should not be submitted in the present
session. However, regardless of when it is submitted the study hes
beon made and the findings and recommendations and legislation pro-
posed will be valid in the future.

b. The Ssnior Executive Inventory has bsen completed. This
required the nomination by the top 70 executives in the Agency of
individuals concidered qualified to be their successors. These
vames vere in turn reviewed hy the Depuly Directors. The result
is approximately 200 names, now assenmbled in a locse-leafl notebook
for your use. It should be poted that a tremendous amount of work
wes required to assemble the biographic data on these individuals,
in many iostances stlll incomplete, due %o the cheotic condition
of the persounel files. To insure proper security for the Registry,
the material was prepared in this office.

¢. The charter of the Professional Selection Panel was com-
blately rewritten. Inmsmuch as this is one of the important aspects
of the proposed reorganization, it will be dezalt with later.

4. An insurance task force has cleared mctuaries surveying

types of insurance availsble to agensy employees.. This program

may result in e more bemeficial form of insurance for employeea

end produce an added incentive for making a career with CIA. It

can proceed regardless of the organization of the Career Service
Program. » I,"&f no
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e. A Women's Pavel ang & Junior Offlcer's Task Force have
prepared reports relating to the provlems of women and Junior
officers in making a cereer with CIA. Thelr reporte have been
studied by the CIA Career Service Board. Any beneficial results
from these two studies will come from the Persornel Office end
from the supervisors.

f. A task force commenced the preparation of s paper to
inform employees "What a Career in the CIA Means to You." It is
important thet such e paper dbe produced. The lack of knowledge
about the careexr service progrem is very great overseas, and is
also apparent in Washington.

g. ‘The CIA Career Service Board has 40 Career Development
Slota asalgned to it. These slots enable enployees to take
external training or a tour of duly with another office without
encumbering a elot in the parant office, although the parent
office mist pguarantee to have a slot apen upon the employee's
return. The fact that there are still many of these slots open
iz indicative of a lack of interest in career development or
encouragenent of rotation emong the offices.

h. ‘The CIA Career Service Board worked with the Homor
Avaxds Board In developing a system of awards for meritorious
or velorous service. This has now been accomplished gnd there
is no purpese to be served for cocutinued affillation between
these Boards.

1. The CIA Career Sexvice Bosrd interested itself in
noninetions for the Harvard School for Advanced Mansgement and
the senlor schools of the militery services. The lack of interest,
particularly in the DD/P Area, in mominating cardidates for these
schools 1s also imdicative of a lack of interest in career

development .

J. There are 25 other Career Service Boards in the Agency
besides the CIA Board. These include boards for all of the offices,
the ID/P staffs plus a ID/P, DD/I and DD/A Board. These Boards
bave functioned with varying degrees of effectiveness and
authority. In many cases the Boards are purely advisory to the
office or staff chief; in others the Boards, in effect, have more
influence. Unfortunately the Boards have concerned themselves
largely with matters of promotion, transfers, etc.--personnel
actions previcusly bhandled on a routine basis by executive action
of the individual offices. There is no indication that creation
of “career service boards” has improved these actions any.
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k. The CIA Career Service Board has atteupted to arbitrete
a difference of opinion between the DD/A and DD/I Boards. The
DD/A Board holds that all edministrative personnsl in the DD/I
Area should have career designations to DD/A Career Service Boards,
e.g., a personnel officer in ORR would have a career designaticn
to the Personnel Office rather than ORR. There is an almost
unanimity of opinion sgainst this in the DD/I Area. In the DD/P
Ares most sdministrative officers have accepted DD/A career
designations, although it should be noted that this was done with
somewhat of a shotgun approsch--they were told to either take ad-
ministrative designations or be prepared to explain in six mouths
vhy they were in sdministrative positions.

3. It is my opinion that the following major defects now exist
with the CIA Career Service Program:

&. There are too many Carcer Service Boards and they are
isproperly constituted., A ceresr service board for each office
bas aixply continued office nationelism and done nothing to further
meaking CIA & career. The oumber of boards creates a waste in
executive manpower for the paxticipants and in clerical time for

SUppOrt .

b. The career service boards devote the bulk of their time
today to matters tbat should be handled differently. Prowmotions
should be s matter for intra-apgency boards, pot office boards.
Inter-office rotations or transfers cannot be herdied oz o
unilateral basis by au office board and therefore becomes s case
of inter-office negotiation, or “slave mart" itransections by the
individusl.

¢. With the exception of one or two offices there is litile
career planning by the Boards, yet this is one of the most
important aspects of career service and one of the most neglected
ports of cavcer dsvelopment. The leck of career plapming is
probebly the greatest single factor in poor morsle in the Agency.
Yore and more employees are icaving the Agency because they don't
know what future thare is in CIA.

4. The career service boards have served to dissipate both
the suthority of the supervisors and of the Personnel Meunagemsnt.
It should be noted that the major single reason for the creaticn
of a Careexr Bervice Program was the fallure of both the Personnel
Office and the supervisors in the Agency in perscnnel menagement.
But it is my opinion that continuation of a large number of career
sexvice hoards will not solve the problem of personnel management--
for vhich the Personnel Office should be held responsible for policy
and the supervisors for implementation.
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e. As 1s patural in & government the career service boards
have tended to becomz peper-mills. The amount of paperwork done
by the various boaxrds varies, but generally speaking it has
goiten beyond elther reason or value.

k. It is recommended that the following steps be taken to reorgan-

ize the Career Service Program:

2. All of the office carecer acxyvice boards be abolished and
in their steed be created five professional buerds, namely: Intelli-
gence, Operations, Administration, Training and Commnications.

B. The murber of career designations be reduccd from 26 to S5--
a8 above. However, there should be a limited pumber of sub-desig-
uatiops such ae Anal:;at Reseaxcher, Collector under Intelligence;
Peychological, Espionsge, snd Paremilitary under Opexations; Person-
nel, Fiscal, Logistics under Administration.

¢. These five boards would be charged primmr with the
career dsvelcpment of all employess. This career lopment would
insure that each employee received propexr trainipg, opportunity
for rotatiom within CIA, consideration for premotion, stc. To
ecacmplish this ¢the boards would be supported by staffs supplied
jointly by the Perscamal Offiece and the offices primarily concerned
vith each bozyd. Career plans would be developed for asll profession-

el employess of the Agency.

4. Three selection or promotion panels would ba crested. Thess
panels wRild be charged with recommcending aelectiom in, selection out,
and promotion of all Agency esployees. These would be:

{1} Supergrede Panal (or Boazd) corposed es presently
propesed by the Deputy Director of Central Intelligemee of
the Peputies plus Assistent Directors for Personnel, Ccesmind-
cations ard Training to peass on all prowmotions or eelicctions

in or out of supergrades.

(2) Senior Selsction Panel to pase2 on selectiom inm, out,
or promotion of all personnel is Grades GS-13, 1% end 15. The
pranotions would be intra-agency, conducted twice anmually on
& competitive basis.

{3) Junior Selection Panel to psss on selection in, out,
or promotion of all persobwnel in Gredes G8-9, 10, 1l amd 12.

NOTE: These Pansls would operate on the following basis. HNo
employee-spplicant would be considered until the guining office
had submitted a csreexr plan indicating the assignmapts of the
individual for af least the first three years and preferably
longer. Each employee-applicaant would be personally interviewed
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by the appropriate {for his or her grade) board prior to
employment. Promotions would be made twice anmuslly--May
and Decenber--and would be on an intra-Agency competitive
basis. Rotations between offices would be ascomplished on
a quota basis, e.g., 10 from DD/I to /P and vice versa
each year; 20 from DD/A to DD/P and vice versa each year.
Selection-out consideration would be given to each employee
at the epd of the first-year of employment (vhen, under
Civil Service proceduree, termination cen be sccomplished),
end at the end of three-yeare which should be the admini-
strabively-established CIA prodbaticnary pericd.

¢. The standard probationary pericd for all CIA amployees
be established at three years--and as of a specific date all in-
coming employees will be adviaed of the probationsry period and
informsd that if they fail to live up to standards they may be
selected out at the end of cne year or three years (or any point
in the first three years).

£f. It is the belief of the CIA Career Service Board that for
a true career service employses should be obligated to serve when,
vhere, and how the Agency desirez--perscasl consideratione being
given full evaluation in the deciesion. Inaemach as meny individuals
entered CIA under different terms, this cannot be irxposed by mardate
but should be on a voluntary basis.,

g, The CIA Career Service Board be contimed on mech the same
basls as presently, being primarily an advisory body and a scunding
board for insuring development of the Carser Service Program. This
body might sventually be chaired by the Assistant Dixector for
Personuel, when that individunl has been on duty for a longer pericd.

5. In summetion an enployee's career in the CIA would be guided in
the following fashion:

e. FPrior to employment the individusl's career plepn would be
revieved by the sppropriate selection panel, end the imdividua)
would eppear before the pansl;

b. At the end of one year and agaim at the end of three
years the appropriate selection panel would review the ipfiividual's
perforasuce and indicate continuance or texmination;

©. At the end of the three year probationary period the
appropriate career service boaxd will review the individual's career
plan for the ensuing period;

d. At the time an individusl is prowmoted to CS-13--selected
by the Senior Seclection Board--determination will be mede vhether
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the individual is guslified for the Junior Executive Inventory--or

should be aasigned to specialist jobs.

6. Finally it is recommended that a date be selected for imple-
mentation of the above steps in the Career Service Program. At that
time all exployees will de gueried to determine vhether they wish to
make a career with the Agency and are willing to accept the cbligation
to serve when and where reguired. At that time all employees should
?egima?nlammmtmtormtamerinCIAm

2.f. ahove).

T 1 believe vhet Y propose will ensble us to evbark on a true
career program.

/8/
Lysan B. Kirkpatrick
ccs DDCT
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